UNITED STATES GENERAL ACCOUNTING OFFICE
WASHINGTON, D.C. 20548

LOGISTICS AND COMMUNICATIONS

DIVISION AUGUST 1, 1980

B-199558

The Honorable Harold Brown
The Secretary of Defense

Dear Mr. Secretary:

Subject: [ﬁgnagement f Cold Storage Facilities Needs
Improvemeqéi(LCD—BO-QS)

Cur study of the management of Defense~controlled cold
storagye facilities showed that improvements are needed if ef-
ficient anda effective use of the facilities is to be achieved.
We tound that cold storage facilities were underutilized or
improperly used.

We believe petter utilization of military cold storage
space can be achieved by using available capacity to store
stocks of mobilization rations presently held under refriger-
ated conditions in commercial warehouses. Laryge savings are
possible if available military cold storage space is used
for this purpose.

COLD STORAGE FACILITIES

A cold storage facility is a warehouse or part of one
that can provide storage for perishable foods at temperatures
ranging Lrom =10 to 60 degrees Fanhrenheit. Other items, such
as film, batteries, medical and dental supplies, and mobiliza-
tion rations alsc are placed in cold storage to protect them
from deterioration and to extend their life. A c¢cold storage
facility has freeze and chill space and processing and me-
chanical areas.

Almost every military installation within the Department
of Defense nas a cold storage facility. As of January 31,
1980, the military services nad 333 cold storage facilities
in the ccntinental United States and abroad. In terms of
slize, 130 facilities had more than 10,000 sguare feet. The
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cold storage facilities contained 5.5 million square feet of
space in total and were distributed as follows.

No. af Gross
Service facilities square feet
— . (millions)

Army 126

2.4

Havy 91 o201
Air Porce 116 - 1:0
Total 333 5.5

In addition, the Defense Logistics Agency stores 87 mil-
lion pounds of mobilization rations at 15 commercial warehouses
throuyhout the continental United States. The cost to store
these rations 1s apout $1.2 million annually and is increasing.

COLD STORAGE FACILITIES ARE UNDER-
UTILIZED OR IMPROPERLY USED

We visited 10 cold storage facilities and identified 8
with underutilized refriyerated space. Four of the facili-
ties also had improperly usea refrigerated space. Our
findings are summarized pelow.

Underutilized Inproperly
Facility space used space
Topynanna Army Depot Yes Yes
Aberdeen Proving Grouna " "
Lakehurst Naval Air " "
Engyineeriny Center
Dover Alr Force Base " N
Fort Dix " Ho
Fort Indiantcwn Gap " "
Fort Belvoir " "
Nortfolk Waval Supply Center " "
Bayonne Defense Subsistence Ho "

Office
Cheatham Annex Defense " " '
Supsistence Qffice
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The following examples illustrate the problems we
identified. Tobyhanna Army Depot has a 62,202 square foot
cold storage facility, one of the largest in the Department of
Defense. The facility was underutilized and improperly used.
About 10,000 square feet of space was filled with telephone
wire and industrial gyas cylinders, neither of which reguired
refriyerateq storage. The Defense Audit Service had previously
reported in June 1978 that 18,000 sguare feet was occupied by
material that did not require refrigeration. We were told that
the telephcne wire had been in cold storage for 10 years. The
wire was beiny removed during our visit to the facility.

Aperdeen Proving Ground has two connecting cold storaye
racilities containing 9,331 and 12,754 square feet. They
nave a total of seven chill rooms and two freeze rooms.
The facilities were underutilized and improperly used tc the
extent that consolidaticon of legitimate yocods would free the
9,331 square root facility for other use. Items that should
not nave peen stored in the cola storage facility included
commlssary Store items and meat pones awaiting disposal.

Fort Indiantown Gap has a 17,540 square foot cocld stor-
aye racility containing five chill rooms and two £reeze rooms.
We found that three chill rooms and one freeze rocom were shut
down for minor repairs and the other rooms were only partially
filled. The facility's mission is to prcvide food for regular
military units and national yuard and reserve units who train
there. We were told that the cold storage facility would be
used more during training periods but not te 1ts full capacity.

Fort Dix has a 27,000 square foot storage facility con-
taining 10 chill rooms and 3 freeze rooms. We found the
ftacility underutilized and in poor condition. This facility,
wnlcn was once used for storage purposes for feeding as many
as 30,000 troops, 1s currently being used to feed 11,000.

FACILITIES COULD BE USED FCR MOBILIZATION RATICNS

Large savings would result if underutilized and im-
properiy used space was used to store mobilization (combat)
rations presently stored in commercial warehouses.

The Defense Loylstics Agency, through tne Defense Person-
nei support Center (DPSC), provides focd for the men and women
of the Armed Forces and their aependents. DPSC also has the
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responsibility for puying, storing, and distributing
mobilization rations. Although mobilization rations are con-
sidered nonperishable items that do not require refrigeration,
they are kept in cold storage to retard deterioration and to
extend their life.

The rations would detericorate in 2 years under dry .stor-
age conditions. By placinyg them in cold storage, their useful
life is extended to 5 years. The rations in cold storage are
rotated periodically vefore spoilage occurs and are replaced
by new stocks. Thus, tnere is a continuing need for refriger-
ated storage space.

As stated previously, DPSC stores the mobilization rations
at 15 commercial warehouses around the country at a cost of
$1.2 million. The 87 million pounds of rations would occupy
600,000 square feet if stored two pallets high. Obviocusly, if
the rations are stored higher the number of square feet re-
guired will decrease.

The potential savings oy storing mobilization raticns
at military instaliations would be sizable. For example,
l.6 million pounds of mopilization rations could be stored
in the 10,0060 sguare feet vacated by telephone wire and gas
cylinders at Tooyhanna Army Depot. The resultant savings in
commercial storage costs would be $273,000 over a S~year
periode.

Similarly, the 27,000 square foot facility at Fort Dix
could store 4.4 million pounds of mobilization rations. We
estimate that the savings in commercial storage costs would
e $678,000 over a 5-year period. Fort Dix has the added
aavantaye of being adjacent to McGuire Air Force Base, which
has a ylobal cargo mission.

As a final example, the 9,331 square foot facility at
Aberdeen Proving Ground could store 863,000 pounds of mobili-
zation rations. The resultant savings 1n commercial storage
costs would e $129,500 over a 5-year period.

We computed cur savings oy considering storage and one-
time handling costs of mobilizaticon rations presently stored
commercially oy DPSC. We did not 1include rehabilitation and
support costs wnich would affect the ultimate savings achiev-
able ana which would have to pe considered if an economic
analysis were periormed. -
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ATTEMPTS TO OBTAIN DEFENSE SPACE
HAVE BEEN UNSUCCESSFUL

The Defense Logistics Aygency has generally been
unsuccessful in its efforts to obtain cold storage space from
the military services. We guestion the validity of some of
the reasons cited for retention.

Defense policy is to make optimum use of existing mili-
tary facilities to help minimize overall storage and.distri-
pution costs. The facilities shculd pe used in the most
efficient and effective manner during peacetime, even if they
are retained in standby for mobilization. Use of facilities
of Defense components as a whole should be considered before
expanding or building new ones. Use of commercial warehouses
is permitted when in-house storage facilities are not avail-
aple to meet established requirements. Military components
are required to gather, maintain, and exchange storage data
to ensure visipkility of available storage space.

DPSC routinely asks the military services if they have
suitaple Government storage sSpace avallable before contract-
iny out with commercial firms. With one exception, the reply
from the services has ween neyative. In June 1979 the Marine
Corps Loyistics Base, Albany, Georgia, offered two storage
facilities of 5,500 sgquare feet each to DPSC on the basis that
DPSC fund the cost to make these facilities operational. The
facilities, in pcoor condition, were closed. DPSC felt the
repalr costs could be amortized over the long use of the
facility, making it less expensive than commercial sources.
LPSC funded the repair of the facilities at an estimated
cost of $130,000.

On December 21, 1979, DPSC ayain asked the military
services 1f refrigyerated storage and warehousing services
were avallable. DPSC had initiated procurement of 22.4 mil-
lion pounds 0f a new mobilization ration and was expecting de-—
liveries to beyin in June 1980. On February 4, 1980, DPSC was
advised that the military services had no additional refriger-
ated warehouse space.

Witnin the time frame of DPSC's request for refrigerated
storaye space and the military services negative response, our
site visits disclosed the underutilized or improperly used
cold storage facilities. We asked Tobyhanna Army Depot offi-
clals 1r the space used to store telephone wire and industrial
4asS cylinders could be released for mobilization rations. The
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officials stated that the space could not be released because
(1) the area where the wire was stored was needed for a pos-
siple increased dry cell battery workload and (2} the area
where the cylinders were stored had a low ceiling height of
only 15 feet.

wWwe asked the commodiﬁy manager about the battery workload
and were told that no immediate increase in workload was antici-
pated. With regard to the stacking height ¢f pallets.for
mobilization rations, DPSC provided us information which indi-
cated that the height would pbe 11 feet if the pallets were
stored 3 levels high, which is well below the 15 foot ceiling.
Therefore, the reasons stated by the Tobvhanna officials
should not preclude the use of the space for storing mobili-
zation rations.

We explored the feasibility of storing mebilization
rations in the cold storage facility at Fort Dix. Current
plans are to demolish the facility after a smaller facility,
now under construction, is completed. Fort Dix officials
said they would be receptive to DPS5C using the existing
tacility if it does not increase their pudget. DPSC offi-
cials stated that tney would be remiss 1n not exploring the
use of the Fort Dix facility or any other military facility
brouyht to theilr attention. DPSC would fund the cost of
rehabilitating facilities in disrepair if an analysis showed
1t was economical to the Government.

CONCLUSIONS

Our review snowed that military cold storage facilities,
whilch by tneir nature are nigh energy users, are underutilized
and improperly used. One way available space could be used
more etfficiently and effectively is by storing mobilization
racions at the facilities. Although the Defense Logistics
Adency has inguired into the availability of space for this
purpose, the military serxrvices have for the most part, re-
sponded neygatively to the regquest. The Defense Logistics
Agency nas a continuing need for refrigerated space for mobi-
lization rations and the use of Government space in lieu of
commercial space would save millions of dcollars.

Routine inguiries into the availability of refrigerated
space 1in the military services have not peen very successful.
Separate .manayement of the cold storage facilities by the mili-
tary services nas not been conducive to the easy identification
and quick response on the availability of refrigerated space.
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The military services also have been reluctant to release
available space because of inherent fears of requiring re-
firiyeration for future needs.

Defense officials with whom we discussed our findings
ayreed that the matters merited further consideration.
However, most officials were reluctant to acknowledge any
aagvantayes to storing mobilizaticn rations at military in-
stallations. Althouyh regyulations redquire optimum use of
storagye facillities, they expressed eccnomical cgncerns such
as location, condition, and size of these facilities. They
maintained that if an economic analysis was performed at
each location, many facilities would require extensive re-
habilitation that might not be cost effective. An additional
concern was who would fund facility rehabilitations if an
economic¢ analysis showed it was cost effective to do so.

We recognize that every cold storage facility with excess
capacity will not.be suitable for the storage of mobilization
rations because of such factors as age, condition, location,
size, and rehapbilitation costs. Presently, however, Defense
officials do not know the extent to which suitable facilities
are available. We therefore believe, that given the poten-
tial tor Government savings by storing mobilization rations
at underutilized military facilities, that a more extensive
use of sucn facilities should pe pursued and explored by an
economnic analysis or a similar comparative cost study.

RECOMMENDATIONS

We recommend that you direct the military services to
make a concerted effort to identify available refrigerated
spac¢e and provide a comprehensive report to the Defense
Loyistics agyency. The information reported should include
the amount or space and usage, the condition of the facility,
the cost to maintain and repair the facility, and any plans
to replace and demolish the facility.

We also recommend that you authorize the Defense Logistics
Ajency to make periodic visits to military cold storage sites
to verify the accuracy of the reports and to observe if the
facilities are used properly and to capacity. If conditions
warrant such action, the Defense Logistics Agency should con-
duct studies to determine if a facility is suitable for stor-
ingy mobilization rations or to identify the most efficient
anq erfective use that can pe made of the available space.

-1
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As an alternative, you may want to consider establishing
a central manager who would have worldwide coynizance over
cold storage facilities and have absoclute control over the
use, allocation, maintenance, repair, and replacement of
retriyerated space.

As you Kknow, section 236 of the Legislative Reorganiza-
tion Act of 1970 requires the head of a Federal -agency to
submit a written statement of actions taken on our recommen-
dations to the Senate Committee on Governmental Affairs and
tne House Committee on Government Operations not later than
60 days atfter the date of the report and to the House and
Senate Committees on Appropriations with the agency's first
request for appropriations made more than 60 days after the
date of the report.

We are sendinyg copies of this report to the Director,
Qffice of Manayement and Budgyet; the Director, Defense Loglis-
tics Agyency; the Secretaries of the Army, Havy, and Air Force;
and the Chairmen of the appropriate congressicnal committees.

Sincerely yours,

CuRl s

R. W. Gutmann
Director
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